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ABSTRACT 
Global competition and rapid technological change have been the 
driving forces for a more flexible and competent workforce.  Continuous 
employee training assists organisations to achieve their goals by 
adding value to their key resources, the human factor.  The demand for 
a more qualified workforce becomes a strategic force in the effort to 
raise competitiveness.  Providing, obtaining and improving the 
necessary skills are important in responding to a rapidly changing 
international economy. Life-long learning and continuous skills 
development are the new requirements imposed by our knowledge-
intensive society.  
  
 
The overall purpose of the research was to determine the impact of 
multi-skilling training (MST) on the paintshop production environment 
and its employees at Volkswagen South Africa (VWSA).   
 
 
The objectives of this research were to: 
 
  Identify the elements of multi-skilling training and guidelines for 
its development and implementation; 
 
  Critically evaluate the current system; 
 
  Determine the impact of multi-skilling training on the production 
environment in the paint shop at VWSA
 
 
 
 
The research methodology for this study comprised the following steps: 
 
Firstly, the development and implementation of MST at Volkswagen 
South Africa was assessed.  The elements of MST and its impact on 
production and the employee worldwide were determined through the 
literature study.  
 
 
Secondly, the limitations of the current MST system used in the 
paintshop at Volkswagen South Africa were assessed in an empirical 
study, which involved completing of questionnaires. 
   
 
The empirical study proved that the current MST system employed in 
the paintshop at Volkswagen South Africa had assisted in improving 
production, and increasing the employees’ morale.  
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The final step of this study entailed the formulation of 
recommendations, which are as follows: 
 
 
• Sufficient time should be allocated for practical training. 
• Frequent job rotation must be implemented. 
• Advanced MST must be implemented after completion of Level 
Four. 
• MST should be presented in English, Afrikaans and Xhosa.  
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CHAPTER 1 
PROBLEM STATEMENT AND DEFINITION OF 
CONCEPTS 
 
1.1 INTRODUCTION  
 
Socio-political and economic changes since South Africa’s general 
elections in 1994 have stimulated labour market changes.  Trade 
unions have influenced many aspects of changes in labour policy and 
practice, including flexible labour practices. 
 
International trends have indicated a move towards increasing flexibility 
in the workplace.  As many countries struggle with increasing 
unemployment, labour market flexibility is increasingly considered as 
an instrument of decreasing high levels of unemployment.  Due to high 
levels of unemployment and present labour market developments in 
South Africa (SA), increased flexibility in the workforce is mentioned in 
the Growth, Employment and Reconstruction (GEAR) policy as a factor 
that can assist in easing the current labour market predicament 
(Appiah-Mfodwa & Horwitz, 2000:95).   
 
The World Bank and International Monetary Fund (IMF) state that 
economic growth and national prosperity in the era of the knowledge 
economy are generated through investment in skills training.  These 
 2    
 
 
 
 
organisations argue, that the spread of new electronic technologies 
throughout the economies of advanced industrialised countries 
requires workers to be more “flexible”, “polyvalent” or “multi-skilled”  
(Jordan & Jackson, 2001:14). 
 
The aim of this research was to critically analyse multi-skilling training 
in the paintshop at Volkswagen South Africa (hereafter referred to as 
VWSA) and to determine the impact of this training on the paintshop 
production environment, the employees and VWSA as a whole. 
 
1.2 MAIN PROBLEM STATEMENT 
 
Socio-political and economic changes since South Africa’s (SA) 1994 
general election have stimulated labour-market changes.  Organised 
labour has influenced many aspects of changes in labour policy and 
market changes.   
 
Global competition and rapid technological change have been the 
driving forces for a more flexible and competitive workforce.  It is 
becoming increasingly apparent, that adopting a successful strategy in 
any economic sector or organisation depends largely on its human 
resources (Papalexandris & Nikandrou, 2000:391).  To remain 
competitive, the firms are required to achieve high quality at a low cost.  
The best way to increase flexibility is to invest in employee training in 
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addition to technology and organisational systems (Gupta & Somers, 
1996:33). 
 
The need for employee training has increased significantly in recent 
years.  This increase is directly related to the rapidly expanding use of 
technology within society in general, and in business and industry in 
particular.  Managers are beginning to recognise that learning is a 
lifelong endeavour and employee training has positive impact on job 
satisfaction, productivity and overall profitability (Hughey & Mussnug, 
1997:52). 
 
Multi-skilling can have various advantages for the employer as well as 
the employee.  Multi-skilling enables organisations to respond more 
flexibly to future changes (Friederich & Kabst, 1998:505).  In the 
competitive international markets, it is important that employees are 
able to change along with product or production method changes by 
redeploying between activities and tasks (Atkinson, 1984:28).  The 
increasing pool of skills generates greater labour flexibility and thus 
reduces labour costs and improves organisational efficiency and 
productivity.  
  
This leads to the following problem, which was addressed as the main 
problem by this study:  
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What is the impact of multi-skilling training on the paintshop 
production environment and its employees at Volkswagen South 
Africa (VWSA)? 
 
1.3 STATEMENT OF SUB-PROBLEMS 
 
In order to develop a research strategy to deal with and solve the main 
problem, the following sub-problems were identified: 
 
Sub-problem 1 
 
What does the research literature reveal about the impact of 
multi-skilling on the production environment and employees? 
 
 Sub-problem 2 
 
What is the opinion of the employees and the management 
about multi-skilling at Volkswagen South Africa?   
 
 Sub-problem 3 
 
What are the limitations of the multi-skilling training at 
Volkswagen South Africa?  
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1.4 DEFINITION OF SELECTED CONCEPTS 
 
1.4.1 Strategic flexibility 
 
According to Hitt, Keats and DeMarie (1998:26) strategic flexibility is  
”… the capability of the firm to proact or respond quickly to changing 
competitive conditions and thereby develop and/or maintain 
competitive advantage.” 
 
1.4.2 Labour market flexibility 
 
Labour market flexibility is a term that has been used to describe many 
forms of non-standard or atypical employment agreements (Appiah-
Mfodwa & Horwitz, 2000:97).  Delsen (1995:35) describes typical or 
traditional employment  “…as a situation where a worker has only one 
employer, works full time on the employer’s premises and is expected 
to do so indefinitely.”  Any employment arrangement that differs from 
this can be described as atypical or flexible. 
 
1.4.3 Workplace flexibility 
 
Workplace flexibility has been categorised into potential sources of 
labour flexibility by Blyton (1991:69).  His typology is described as: 
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• Functional or task flexibility 
 
This refers to the adaptability and mobility of employees to undertake a 
range of tasks.  It can be described as multi-skilling. 
 
• Numerical flexibility 
 
This type of flexibility relates to varying the amount of labour used in 
response to changes in the level and pattern of demand.   
 
• Temporal flexibility 
 
This involves varying patterns of work hours in response to changing 
demands.  Examples of this are part-time work, shift systems, and 
“flexitime”. 
 
• Wage flexibility 
 
Involves moving from uniform, standard job-based pay systems 
towards performance-based systems with variability of pay linked to 
individual, team, and organisational performance. 
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1.4.4 Multi-skilling/functional flexibility 
 
According to Cordery (1989:13) functional flexibility is “the process of 
increasing the skill repertoire of workers in such a way that in the 
outcome the employees acquire the capacity to work across 
traditionally distinct occupational boundaries.”  Multi-skilling is also 
defined by Morley, Gunnigle and Haraty, (1995:39) “as the expansion 
of skills within a workforce or the ability of organisations to reorganise 
the competences associated with jobs so that the jobholder is willing 
and be able to deploy such competences across a broader range of 
skills.”  
 
1.4.5 Competence 
 
According to Hamel & Prahalad (1994:202) a competence is a “bundle 
of skills technologies rather than a single discrete skill.” 
 
1.5 DELIMITATION OF THE RESEARCH 
 
1.5.1 Management level 
 
The study was limited to key management (managers responsible for 
the different departments within the paintshop), supervisors 
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(responsible for the operators), and the operators (shop floor 
employees).   
 
1.5.2 Business Unit 
 
The paintshop is one of the business units of Volkswagen South Africa.  
There are more than 500 people employed in the paintshop.  The 
motivation for this is that 70 per cent of the employees in the paintshop 
are currently being trained at different levels of multi-skilling training. 
 
1.5.3 Geographical demarcation 
 
The empirical component of this study was limited to the paint shop at 
Volkswagen South Africa in the Eastern Cape, Uitenhage. 
 
1.5.4 Multi-skilling 
 
This research was limited to examining the impact of multi-skilling, 
which is training employees and increasing their skills base, which will 
enhance the productivity.  This study excluded all other types of 
training, such as apprenticeship training. 
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1.6  KEY ASSUMPTIONS 
 
The words multi-skilling and functional flexibility are synonymous.  For 
the purpose of this study the concept of multi-skilling and functional 
flexibility are interchangeable.   
 
1.7 OBJECTIVES OF THE RESEARCH 
 
The overall purpose of the research was to critically evaluate the 
impact of multi-skilling training on the production environment of the 
paint shop at VWSA.  The objectives of this research were to: 
  Identify the elements of multi-skilling training and guidelines for 
its development and implementation; 
 
  Critically evaluate the current system; 
 
  Determine the impact of multi-skilling training on the production 
environment in the paint shop at VWSA 
 
1.8 SIGNIFICANCE OF THE RESEARCH 
 
The car manufacturers and their suppliers are engaged in a wide-
ranging process of modernisation, adaptation, and re-assessment of 
their operations.  Intense global competition, new standards of best 
practice, rapid technological change in both product and process 
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technologies, and shifts in consumer demand exert tremendous 
pressure on the organisation.  Increasingly severe regulations 
concerning safety, fuel efficiency and emissions are further factors 
acting as important forces on the organisation.   
 
The industry is moving away from mass production.  In the past, a 
large numbers of cars were built on the basis of strict division of labour 
between various functions.  In the course of time, cars became more 
complicated and the number of models and variants multiplied.  As a 
consequence, the manufacturing process became more complex.  
Large bureaucracies were created to control and co-ordinate these 
complex organisations.  Currently, industries are trying to become 
simpler, while maintaining a broad range and a large variety of models. 
 
In order to compete globally, it is necessary to invest in the training of 
new skills.  New work structures in production are characterised by the 
introduction of various variants of teamwork, job rotation and multi-
skilling (Dankbaar, 1999:174).   
 
The large-scale outflow of older and experienced workers in the 
framework of rationalisation measures, has heightened the need to 
take good stock of the experience available on the shopfloor.  The 
emphasis is shifting from off-the-job learning to on-the-job learning and 
learning while working.  
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Methods of career planning, which have been applied mainly to 
managerial staff, are now also applied to skilled workers and even to 
semi-skilled workers, due to multi-skilling training.  Many Volkswagen 
South Africa workers are low skilled and illiterate.  Multi-skilling training 
offers them an opportunity to increase their skills base, which assists in 
increasing their remuneration.  
  
The results of this research could lead to multi-skilling being adopted 
by other industries in South Africa.  
 
1.9 RESEARCH DESIGN 
 
The following procedure was adopted to solve the main and sub-
problems. 
 
1.9.1 Literature survey 
 
The impact of multi-skilling on production and employees was identified 
from the literature. 
 
1.9.2 Empirical study 
 
A study was undertaken into the multi-skilling training used in the 
paintshop at VWSA as follows: 
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• A questionnaire: was aimed at managers’, 
supervisors’, and operators’ perception of the 
impact of multi-skilling on production and the 
employees in the paintshop at VWSA.  The reason 
for choosing managers and supervisors is that 
they manage the shop floor workers. They are also 
in a good position to know the employees’ morale, 
impact on productivity, their competencies and the 
change in production. The employees are 
undergoing the multi-skilling training; therefore 
they are in the best position to know the impact of 
the training on them. 
 
• Statistical analysis of the data:  the statistical 
procedure used in interpreting and analysing the 
data was determined in consultation with a 
statistician at the time the questionnaire was 
drawn up. 
 
1.9.3 Determination of impact of multi-skilling 
 
The results of the literature survey and the empirical survey were  
integrated to determine the impact of multi-skilling on the production 
environment and the employees in the paintshop at Volkswagen South 
Africa. 
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1.10 SUMMARY 
 
The aim of this chapter was to present the main problem to be 
addressed and to outline how the research was employed to solve this 
problem.  Key concepts have been defined and the objectives and 
significance of the research have been stated.  The research 
procedure to be followed was elaborated on in the compilation of the 
research design.   
 
Chapter two provides elements of multi-skilling training, which forms 
the foundation for the development of an integrated multi-skilling 
training system at VWSA. 
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CHAPTER 2 
DEVELOPMENT AND IMPLEMENTATION OF MULTI-
SKILLING TRAINING (MST) AT VOLKSWAGEN SOUTH 
AFRICA (VWSA) 
 
2.1 INTRODUCTION 
 
Chapter two describes the guidelines followed in the development of 
multi-skilling training (MST) at Volkswagen South Africa (VWSA).   
 
During the 1993/1994 annual wage negotiations, the National Union of 
Metal Workers South Africa (NUMSA) tabled a demand for skill-based 
wages.  The agreement reached between NUMSA, the South African 
Iron and Steel Workers and the employers in the automotive industry, 
set into motion the development of multi-skilling.  All the knowledge 
and skills required for MST in the automotive industry were agreed 
upon at a national level. 
 
The VWSA Recognition of Prior Learning Implementation Agreement 
dated 16 June 1996, was used as a guideline to formulate the MST 
programme at VWSA.  Only employees who are at grades one to four 
are involved in this programme.  This grading system is agreed upon at 
the National Bargaining Forum (NBF).  There are four levels of skills in 
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the programme and on each level there are three different categories 
of learning.  As individuals are trained in each of these categories of 
learning, they accumulate credits.  Once employees accumulate the 
required number of credits in each category of learning, they move up 
to the next level, and are therefore on a career path. 
 
Volkswagen implemented multi-skilling, because it wanted to become a 
world-class company (Educational Support Services Trust, 1996: 3).  
To become a world-class company it requires well-trained employees 
who are able to meet the demands of the market place.  Employees 
also benefit as they are no longer locked into the old grading system, 
but are able to work their way up the hierarchy by becoming better 
trained (Educational Support Services Trust, 1996: 3). 
 
The following is a description of the process used for implementing 
MST at VWSA. 
 
2.2 MULTI-SKILLING IMPLEMENTATION AT VWSA       
   
The MST programme commenced at VWSA in March 1996 
(Educational Support Services Trust, 1996: 13).  The first step was to 
establish the skills that each employee presently possessed.  This step 
was called Recognition of Prior Learning (RPL).  Each stream within 
the company has a list of technical skills that are practised in that area.  
These skills, as well as the level of competence for each skill (the 
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standard to which the employee is expected to perform the skill) were 
agreed to at the Automobile Manufacturing Industry Education and 
Training Board (AMIETB).  Each employee from grades one to four 
was evaluated against the list of technical skills in that stream and 
given credit for those skills in which they were competent.  This was 
called the RPL “snapshot”.  The RPL “snapshot” was a once-off 
exercise and was intended, to place the employees at the starting point 
of their career paths, as well as establish further training requirements.  
This process was completed at the end of 1996.  In each stream an 
advisory committee was appointed to look after the concerns of that 
stream.  The advisory committee administered the work of the RPL 
teams.  The RPL teams comprised of the shop steward of the area (or 
designated person), the technical skills trainer and the supervisor.  This 
team assessed each employee individually. 
 
The following is the description of the RPL process. 
 
2.3 THE RECOGNITION OF PRIOR LEARNING (RPL) 
PROCESS 
 
The RPL team assessed the skills of the employee against the list of 
possible skills in the stream.  If they agreed that the employee was 
competent, they marked the matrix (training chart) with a dot (•).  If 
they agreed that the employee was not yet competent in that skill, they  
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Figure 2.1 
Recognition of Prior Learning Matrix 
Source: Manufacturing Skills Training manual VWSA 
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left the space blank.  If they were uncertain, they put down a triangle 
(∆) (illustrated in Figure 2.1).   
 
The results of the assessment were communicated to the operator.  
The triangle on the training chart indicated that the RPL team was not 
sure whether the operator was competent in that task.  The operator 
then physically demonstrated the task to the satisfaction of the RPL 
team in order to gain competence in those skills. 
 
2.4 VWSA RECOGNITION OF PRIOR LEARNING (RPL) 
 
The following principles arose out of the pilot programme and were 
agreed to at the VWSA negotiating committee on 16 June 1996 (VWSA 
Recognition of Prior Learning Implementation Agreement 16 June 
1996): 
  The streams applicable at VWSA are the following (Educational 
Support Services Trust, 1996: 7): 
• Assembly 
• Body Shop 
• Engine Assembly 
• Engine Machining 
• Paint Shop 
• Press Shop (stamping) 
• Warehouse  
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  The RPL process was divided into three phases (VWSA 
Recognition of Prior Learning Implementation Agreement 16 June 
1996): 
• RPL on the stream the employee was currently in (or has 
been in within the last year) 
• RPL on the job stream the employee was in between 1993 
and 1996 
• RPL on the stream the employee was in between 1987 and 
1993. 
 
  All employees were to be assessed during phase one.  Employees 
who wished to be assessed during phases two and three were 
required to apply for assessment once the previous phase was 
completed. 
 
  The VWSA matrixes were used as the basis for RPL (see figure 
2.1). 
 
  The VWSA assessment instruments were used as a guide to assist 
the RPL team to determine competency either, during the 
completion of the RPL matrix, or physical assessment.  This 
instrument was adjusted when required, to ensure that it interpreted 
the industry standards against VWSA application. 
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  The RPL team – the trainer, the employee’s supervisor and the 
designated shop steward were jointly responsible for the completion 
of the matrix for each employee. 
 
  At least one week prior to the start of RPL audit in an area the 
stream trainer distributed the matrix and assessment tools required 
by the team.  The trainer in addition, conducted a workshop to 
ensure that all parties in the RPL team were familiar with the RPL 
process. 
 
  In preparation for the RPL matrix, the shop steward discussed the 
matrix with individual employees.  The RPL team could call for 
assistance from anyone, whom they agree is competent, unbiased, 
and able to provide information about an employee’s competence. 
 
  The employee was informed of the outcome of the matrix, once the 
RPL team had concluded the matrix. 
 
  An employee’s results would be given only to the individual who 
was assessed and were not to be disclosed to their colleagues. 
 
  Employees could indicate an area where they believed they were 
competent.  If there was sufficient merit, the RPL team would then 
agree to change the marking on the matrix to a (∆). 
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  All  (∆)’s on the matrix were physically assessed by the RPL team.  
In the case where insufficient understanding was displayed during 
the knowledge assessment, the team then agreed that the practical 
assessment was not necessary. 
 
  The stream training Advisory Committee determined the sequence 
of RPL evaluation in the stream, and the time frame allowed.  This 
was forwarded to the Implementation Committee before 20th June 
1996. 
 
  Prior to commencing with the RPL process in an area, the RPL 
team agreed on a schedule of meetings, which allowed them to 
complete the assessment in the time allocated.  This schedule was 
submitted to the Training Advisory Committee of the stream, who 
monitored their progress. 
 
  If during the RPL process in an area the parties were unable to 
meet during one of the scheduled meetings, the RPL team had to 
complete the “RPL delay form”.  
  
  After the RPL process was completed in an area, employees who 
were moved to another stream retained the credits attained in the 
previous stream. 
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  Any disputes which arose during the RPL process regarding the 
agreement, the RPL process, its application, the assessment of 
individuals, the credits allowed or any other issue relating to RPL 
were referred to the Implementation Committee for resolution.  If the 
Implementation Committee was unable to reach resolution, the 
dispute was then referred to expedited arbitration.     
 
2.5 DEVELOPMENT OF INDUSTRY STANDARDS 
 
The technical skills were divided into different streams.  Each stream 
was divided into units of competence.  Each unit of competence was 
broken down into elements of competence with specific performance 
criteria (See Appendix D).  The performance criteria were then 
transformed into skills and electives (VWSA Recognition of Prior 
Learning Implementation Agreement 16 June 1996). 
 
2.6 THE MULTI-SKILLING MODEL 
 
At present only line operators are involved in the programme.  There 
are four levels of skills in the programme (Educational Support 
Services Trust, 1996:2).  In each level there are three different 
categories of learning.  These are Adult Basic Education (ABE), Core 
and Technical skills.  Employees accumulate credits as they are 
trained in each category of learning, and then they move up to the next  
category (Educational Support Services Trust, 1996:4).  
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2.6.1 Delivery of Training 
 
 
There are four levels of training, and in each level there are 
three sections (see table 2.1).  These sections are (Educational 
Support Services Trust, 1996:4):  
 
• ABE – Adult Basic Education, which is available to all 
employees with a low level of numeracy or literacy.  It is 
classroom-based training. 
 
• CORE – Self-study guides are available to all employees, 
with communication modules as classroom based training.  
The core knowledge module gives employees a general 
understanding of automotive industry. 
 
• TECHNICAL SKILLS – Training centres are erected in all 
the major production areas, to provide training on simulation 
in the respective areas or on-line training  
 
 
2.6.2 Core Modules 
 
There are eight core modules (see Appendix E) (Educational 
Support Services Trust, 1996: 4): 
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• Occupational health and safety – roles and responsibility, 
accident investigation reports, emergency evacuation 
procedures, understanding AIDS, understanding stress, 
depression and substance abuse, occupational health 
issues, personal protective equipment, general signs and 
codes, environmental awareness, and ISO 14001; 
 
• Employee/employer relations – Career development, 
employment equity, employers and union, 
management/union relationships, common goals, awards 
and conditions; 
 
• Communications – communication processes; 
 
• Manufacturing concepts – company production processes, 
problem solving techniques, elimination of waste, work study 
methods; 
 
• Materials management – Just-in-Time (JIT) philosophy; 
 
• Teamwork – Understanding group work, group leadership, 
conflict-handling skills; 
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• The vehicle industry in South Africa – Concepts of the 
vehicle industry, Industry controls, World Class concepts, 
understanding our business; 
 
• Quality management – understanding quality, quality at 
Volkswagen, understanding quality auditing at Volkswagen. 
 
2.7 BENEFITS OF THE MULTI-SKILLING TRAINING (MST) 
FOR THE EMPLOYEES 
 
Once employees have learnt all the skills and can show that they can 
perform them well enough to meet the technical standard, they are 
allocated credits.  
 
Some modules give a part credit while others give a full credit (Multi-
skilling Your Way To Get Ahead in The Auto Industry, 1996: 5).  
Credits are also attained when core knowledge modules are passed.  
When employees achieve the necessary credits in each level, they 
then move up to another level, which also increases their wages (See 
Table 2.1 below). 
 
 When employees successfully complete each level they are awarded a 
certificate (Educational Support Services Trust, 1996:8).  When an 
employee completes level four he/she receives the Automobile 
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Manufacturing Industry Certificate (AMIC).  This certificate is accepted 
at all automotive plants in South Africa. 
 
Levels ABE credits CORE credits TECHNICAL 
SKILLS credits 
Maximum 
Route 
Level 
4 
6 + 8 + 8 = 22 
credits 
8 + 8 + 8 = 24 
credits 
8 + 8 + 8 = 24 
credits 
Max 4 
22 ABE + 
24 CORE + 
24 TECH. = 
70 CREDITS 
Level 
3 
6 + 8 = 14 
credits 
8 + 8 = 16 
credits 
8 + 8 = 16 
credits 
MAX. 3 
14 ABE + 
16 CORE + 
16 TECH. = 
46 CREDITS 
Level 
2 
6 credits  8 credits 8 credits MAX. 2 
6 ABE + 
8 CORE + 
8 TECH. = 
22 CREDITS 
Level 
1 
Induction Period 
 
Table 2.1 
Multi-skilling Credit System 
Source: Manufacturing Skills Training Manual VWSA 
 
 
 27    
 
 
 
According to the Educational Support Services Trust, (1996:12), MST 
offers the following benefits to the employee and the employer: 
 
• Flexible employee, 
• Employer and employee can keep up with the technology 
changes, 
• Improved productivity, 
• Development of employees at their own pace, 
• Less people required to do the job, 
• Effect of high absenteeism on production minimised, and 
• World-class employees 
 
2.8 SUMMARY 
 
Globally, there is a trend towards increasing flexibility in the workplace. 
Since 1994 changes in the South African economy have stimulated 
labour market changes. There have been many changes in labour 
policy and practice.  Due to high level of unemployment in South Africa, 
multi-skilling and flexibility in the workplace are mentioned in the 
Growth, Employment and Reconstruction (GEAR) policy as 
instruments that can assist in alleviating the labour market dilemma 
(Appiah-Mfodwa & Horwitz, 2000:95). 
 
Chapter three provides guidelines for the development of an integrated 
multi-skilling training system.  From the core modules it can be 
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deduced that the employees are trained to be more effective and 
flexible to manage changing needs of production. 
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CHAPTER 3 
ELEMENTS OF MULTI-SKILLING TRAINING 
 
 
3.1  INTRODUCTION 
 
The globalisation of economic activity and rapid technological 
developments require a well-qualified workforce with multiple skills.  
Continuous employee training assists organisations to achieve their 
goals by adding value to their key resources, the human factor 
(Papalexandris & Nikandrou, 2000:391).  Thus, the demand for a more 
qualified workforce becomes a strategic force in the effort to raise 
competitiveness.  Providing, obtaining and improving the necessary 
skills are important to respond to a rapidly changing international 
economy. Life-long learning and continuous skills development are the 
new requirements imposed by our knowledge-intensive society.  
Papalexandris & Nikandrou (2000:391) state that traditional vocational 
training and education at the beginning of working life are no longer 
sufficient if companies are to keep abreast of change and guarantee 
flexibility and adaptability.   
 
The belief that Vocational Education and Training (VET) has an 
important role in explaining differences in international 
competitiveness, has been the subject of widespread agreement in 
academic circles.  The case studies and international comparisons 
produced by the National Institute for Economic and Social research 
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(NIESR) (Mason, Van Ark & Wagner, 1994:63), and their conclusions 
with respect to the positive impact of training on productivity, have 
become the received wisdom, setting the terms of reference for much 
of the subsequent debate.   
 
These beliefs emphasise the need for national economies to secure 
competitive advantage by entering high quality, high value-added 
product markets.  This is seen to require far reaching changes in 
industrial and work organisation, including the creation of a supply of 
workers with flexible, general and transferable skills.  It is argued that 
market-based systems of training provision, such as those founded in 
the United Kingdom (UK), are likely to result in an under-provision of 
these type of skills (Heyes & Stuart, 1994:35).  Firms, which fear that 
their employees may be poached, by rival firms are likely to emphasise 
specific skills in an effort to safeguard their human resource 
investments.  In this view, the efforts of UK employers to adopt a 
product market strategy based on niche marketing is frustrated by the 
absence of a suitably skilled workforce. 
 
According to Heyes and Stuart, (1994:35) the failure to fully incorporate 
an analysis of workplace industrial relations, is a reflection of a more 
fundamental failure to recognise the importance of analysing training 
outcomes in terms of an articulation between the spheres of exchange 
and production.  Within the VET literature, attention has tended to 
focus on the supply and demand for skilled labour and the role that 
 31    
 
 
 
skill, characterised as a factor input, may play in facilitating the 
production of high quality, high value-added goods and services.  Skill, 
unlike qualifications, is not a quantifiable variable.  The underlying 
dynamics of the process by which workers come to be defined as 
“skilled” or “unskilled” is not easily captured by aggregate training data.  
It is more helpful to conceive of skill as the outcome of a social process 
rather than as a factor input.  Such processes, and their ramifications 
for wages and productivity, cannot be understood in isolation from 
struggles between social actors at the level of the firm (Heyes & Stuart, 
1994:35).  
 
 According to Finegold and Soskice (1998:25), management action is 
determined by a set of institutional constraints operating at the level of 
the national economy and within corporate organisations.  These are 
seen to combine to produce, and reinforce, a systematic under-
investment in training which in turn impedes the development of a 
production strategy geared towards high quality, high value-added 
product markets.  Heyes and Stuart (1994:35) believe that employers 
do not only seek to ensure that employees are trained in the technical 
capabilities necessary to produce commodities for trade on national 
and international product markets.  Training is also a means by which 
management seek to elicit the active cooperation of employees and 
secure the ongoing appropriation of surplus value.  One manifestation 
of this tendency is evident in firms providing training designed to 
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inculcate cultural values and behavioural characteristics consistent with 
operational and corporate objectives (Heyes & Stuart, 1994:35).   
 
3.2 THE DEVELOPMENT AND EMERGENCE OF MULTI-
SKILLING TRAINING 
 
In Australia the linkage between vocational education and the world of 
work is weak.  The attitude of educators in Australia contrasts markedly 
with that of the Japanese who embrace a notion of skill formation, 
which includes education, training, work experience and personal 
development.  In Australia, mainstream education, vocational 
education and industry training are seen as mutually exclusive 
(Anderson, 1994:34).  If vocational education is not given explicit 
recognition as a viable direction, then efforts in the workplace will have 
to be directed towards achieving minimum competences before any 
job-specific skills can be developed. 
 
The automotive industry in Australia has developed a model training 
structure, which is comprehensive and flexible and integrates industry 
training with formal education programmes (Anderson, 1994:35).  This 
industry-training model makes it clear that prior education, training, 
workplace and other experience should be accredited.  To effect this, 
provision is made for credit for prior learning.  This gives explicit 
recognition to the benefit of skills acquired in other settings.  
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In developing the model for industry training, the automotive industry 
has allowed for the incorporation of existing programmes of instruction 
(Anderson, 1994:36).  This is a clear indication of deliberate efforts to 
provide efficient, targeted and integrated education and training within 
the automotive industry.  
 
In the face of mounting overseas competition, many firms took steps to 
exert greater control over unit labour costs.  In some firms this has 
resulted in an enlargement in the number of tasks workers are 
expected to perform.  Expressed in terms of “functional flexibility” or 
“multi-skilling”, this has at times produced a possibly unwarranted belief 
in the potential benefits of flexible working practices for employers and 
workers alike (Heyes & Stuart, 1994:36).  Those who associate the 
adoption of labour processes requiring multiple competences with an 
automatic increase in worker autonomy, fail to locate skill within the 
social and organisational context in which it shows itself.  It is argued 
that the absence of a suitable skills base obstructs employers’ efforts to 
move into high value-added, high quality product markets.  It is further 
argued that a highly skilled workforce would induce investments in 
technology that match rather than degrade skills, thereby resulting in 
concrete and instant benefits for the workforce (Heyes & Stuart, 
1994:36).  Pollert (1988:285) has argued that task enlargement is a 
result of rationalisation and more intensive use of labour.   
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According to Haynes (1999:301) workers must be highly skilled in a 
number of areas to operate new technology and facilitate the multi-
skilling, which is necessary to maintain the company’s flexibility.  In the 
course of becoming multi-skilled, employees will become generally 
familiar with the entire production process, thus the division of labour is 
reversed, returning to them a sense of the product that they are 
creating.    
 
The companies that are beginning to cross train or multi-skill have to 
determine the suitable levels of multi-skilling.  Many companies find the 
suitable level of multi-skilling by identifying (Ford, 1998:2): 
 
• Suitable skills for multi-skilling 
• The level of difficulty which can be kept current in multi-skilling 
• Skills which are best left as specialties 
 
3.2.1 Identifying Appropriate Skills 
 
 
According to Ford (1998:2) the first step in the classification of what 
skills to include in multi-skilling, is to agree on all the required skills for 
each job.   
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3.2.2 Impact of Complexity/Difficulty 
 
Multi-skilling must be pursued efficiently.  Multi-skilling is not successful 
when too many employees are trying to secure multiple skills because 
costs go up and the ability to keep skills current goes down.  It is too 
costly to multi-skill people in specialty skills. 
 
3.2.3 Multi-skilling 
 
Strategic pressures, such as competitive markets, low productivity and 
perceptible shifts towards service sector employment, are forcing 
organisations to review different ways of engaging and utilising labour 
(Morley, Gunnigle & Haraty, 1995:38).  Organisations are pursuing two 
opposing strategies, either relying heavily on the external labour 
market and low levels of employee involvement, or favouring internal 
mobility and the development of multiple skills among existing 
employees.   
 
On the employer’s side, the main reason for seeking flexibility is the 
need to be able to adapt more speedily to turbulent and competitive 
international markets.  On the employees’ side, the issues are less 
clear-cut, but there is certainly a feeling that some form of flexibility 
might serve the needs of new patterns of living and working, as well as 
favouring greater security of employment (Treu, 1992:509).  Dyer 
(1998:223) believes that for employees, flexibility promises improved 
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working conditions and more varied and interesting jobs.  Employee 
groups and behavioural scientists have also advocated flexibility in 
labour practices.  Opportunities to widen skill bases and increase 
worker participation in decision-making, will not only help improve 
employee satisfaction, but will also help improve organisational 
productivity due to decreased absenteeism, improved flexibility, and 
overall employee ability to contribute to workplace improvement.     
 
Pressures such as technological change, changing consumer 
preferences and heightened international competition have spurred 
employers’ demands for greater labour flexibility.  According to Blyton 
and Martinez, (1995:90) the types of labour flexibility a company may 
pursue and the extent to which they can be achieved are largely 
influenced by the nature of the particular labour market, the 
institutional-regulatory environment of a particular country and the 
policies and actions of the various labour market actors.  The degree of 
flexibility sought will also be affected by the company’s competitive 
strategy.  In turn, this is influenced by the industry and market 
characteristics, as well as by the labour market institutions and 
regulations.  As per Tuselmann, (1996:28) who indicated that although 
the institutional-regulatory environment will condition the approaches of 
companies to flexibility, they are not completely determined by it, since 
they are usually able to manoeuvre between set parameters.  
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According to Friderich, Kabst, Weber and Rodehuth, (1998:504) many 
firms have developed different methods of adapting to economic and 
business changes in which the modification of employment practices 
plays a central role.  In recent times, more and more organisations 
have increasingly sought to adopt work structures, which are 
characterised by their flexibility and adaptability.  In many instances 
this has involved redesigning jobs around a functionally flexible worker. 
 
Employment flexibility can be divided into four broad categories: 
numerical flexibility, functional flexibility, distancing, and pay flexibility 
(Pinfield & Atkinson, 1988:18).  Firms use these types of employment 
flexibility in different dimensions depending on their specific competitive 
circumstances, the business strategy they develop to meet this 
competitive situation, and the constraints and opportunities they face 
as they attempt to adjust their employment policies. 
 
3.3 THE AIM OF MULTI-SKILLING TRAINING 
 
 
The rationale for multi-skilling is that it provides an alternative form of 
coping with variance to numerical flexibility, which alters numbers 
employed, and to earning flexibility, which alters individuals’ 
remuneration (Riley & Lockwood, 1997:413).  Multi-skilling can be 
defined as the process of increasing the skill repertoire of workers in 
such a way, that in the outcome the employees acquire the capacity to 
work across traditionally distinct occupational boundaries (Cordery, 
 38    
 
 
 
1989:13).  Functional flexibility is about having employees who are 
multiskilled and who can therefore move between jobs or tasks as 
demand rises (Riley & Lockwood, 1997:413).   
 
Multi-skilling can have various advantages for the employer as well as 
for the employee.  The principal arguments, often mentioned in the 
literature, but rarely backed up empirically (Cordery, 1989:20) include 
the following: multi-skilling enables organisations to respond more 
flexibly to future changes.  Against the background of turbulent and 
competitive international markets, it is increasingly important that the 
workforce is able to change along with product or production method 
changes by redeploying between activities and tasks (Atkinson, 
1984:28).  At the same time the employer can obtain a good recruiting 
tool.  The increasing pool of skills generates greater labour flexibility 
and thus reduces labour costs and improves organisational efficiency 
and productivity.  
 
 As people at the lower organisational levels become horizontally and 
especially vertically more skilled, this may, for example, lead to a 
reduction in supervisory personnel and may lead to a reduction in 
indirect labour costs (Friederich et al, 1998:505).  On the employees’ 
side there is the presumption that flexibility gives rise to an increase in 
the humanisation of work, greater security of employment, and more 
interesting and varied work. Due to the costs, organisations have to 
decide on what types of jobs will be efficient to increase labour skills 
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and in what way other personnel management practices should 
support such investment in human capital, for example in the 
development of internal labour markets. 
 
Functional flexibility is associated with different models of work 
systems such as job enlargement, job enrichment, job rotation, and 
semi-autonomous work groups (Friederich et al, 1998:505).  
 
Job enlargement consists of expanding the field of activity horizontally.  
The scope of activity is expanded by enriching the tasks with decision 
making powers and planning and control functions, which is often 
accompanied by the conferring of more complex and high quality tasks.  
A consequence of the restructuring of the field of activity is 
humanisation by way of reducing the extremely negatively felt 
repercussions of an originally high degree of specialisation and 
monotony (Friederich et al, 1998:505).   
 
Job rotation implies a change of workplace by transferring employees 
between various areas of responsibility.  By taking over new tasks and 
by exercising functions independently and responsibly, the employees’ 
knowledge and abilities are enhanced and an impression of the 
diversity of the company’s individual tasks is conveyed to them.  Thus 
job rotation not only gives rise to flexibility but also has the function of 
reducing monotony and raising the employees’ productivity (Friederich 
et al, 1998:506).   There is a relative consensus about the factors of 
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becoming acquainted with new areas of activity, augmentation or 
expansion of qualifications as well as extension of the area of 
employability, i.e. flexibility.   
  
Job rotation can be planned in the long term, by creating trainee 
programs, but can also be organised at short notice by using stand-ins.  
If the intensive use or integration of job rotation as an element of 
human resource development is pursued, this can support the finding 
of jobs corresponding to employee’s abilities and interests, as well as 
their prospects for promotion (Friederich et al, 1998:506).  Further 
objectives are an increase in or the conservation of performance levels 
and the promotion of cooperation.  The possible negative effects of 
poor selection decisions when filling vacancies and the personal 
dependency of employees on their superior can be limited (Chearskin 
& Campion, 1996:31).     
 
These diverse objectives and potentially positive effects are contrasted 
with possible disadvantages, as seen from the point of view of the 
human resource manager as well as the employees involved, who are 
liable to hamper the implementation of job rotation or to obstruct its 
positive effects.  Following the assumption that job rotation should go 
along with systematic personnel planning, the establishment of job 
rotation is possibly accompanied by a variety of other tasks for the 
human resources department.  This involves an expansion of tasks and 
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especially a rise in costs, which can only be justified by corresponding 
benefits (Friederich et al, 1998:506). 
 
Suitable posts have to be identified, possibly remuneration modalities 
have to be adapted, and the growing danger of highly qualified 
employees leaving the company with greater qualifications has to be 
countered.  Furthermore, it may be necessary to counter resistance 
shown by superiors who, for example, are unwilling to release good 
employees or who are critical of the lower productivity encountered at 
the beginning of each rotation.  Simultaneously, resistance can arise 
on the part of employees who might refuse to give up a job in which 
they feel at home, thanks to the nature of their work, their colleagues, 
or their superiors, because they are afraid the demands made on them 
might be too great (Friederich et al, 1998:506).  
 
Cranfield Network on European Human Resource (Cranet-E) is a 
comparative investigation of company procedures in human resource 
management on a European level.  Within the framework of the 
Cranet-E investigation since 1990, European companies were asked 
whether during the previous three years the content of the work had 
become more specific, more diverse, or whether it had remained 
unchanged (Friederich et al, 1998:506).  For the 1995 investigation it 
was found that during the three previous years only 20 per cent of the 
companies interviewed had identified a tendency towards more specific 
work content, whereas 46 per cent of the organisation had experienced 
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a development towards more varied work content.  A comparison 
between the 1992 and 1995 survey revealed a development towards 
further stretching job specifications.  While the trend to wider job 
specifications can already be recognised in the 1992 survey, the 1995 
survey accentuates these results even more.  These findings are 
interpreted by Friederich et al, (1998:507) as an indication of the 
development of organisations towards functional flexibility.   
 
Functional flexibility has come to be widely accepted and practised 
throughout the European Community.  The forms it takes have been 
determined by the strategies adopted by the social partners, 
particularly the employers, because implementation is their direct 
responsibility.  Employers have come to assume a somewhat proactive 
role in this area (Friederich et al, 1998:507). 
 
Functional flexibility is one possible way of turning away from traditional 
career planning in the framework of lean management aspirations; new 
development perspectives can be opened by temporarily or possibly 
simultaneously taking over new functions and tasks in the company 
(Friederich et al, 1998:508).  The qualifications of the employees can 
be enhanced by flexibility.  To the extent to which the scope of activity 
is expanded, gains in productivity and with them competitive 
advantages can be expected.  The costs of functional flexibility, which 
often do not appear in the company’s reports, must not exceed the 
potential benefits (Friederich et al, 1998:509).  
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Kramar (1998:45) states that the introduction of flexible employment 
practices and broader, more open-ended jobs were popular ways of 
improving productivity.  Between 1992 and 1996 almost two thirds of 
enterprise agreements dealt with hours of work issues.  Those 
agreements which provided for relatively high wage increases involved 
the development of broader jobs through multi-skilling and multi-tasking 
and trade-offs regarding working time, meal breaks and span of 
ordinary hours of operation (Callus, 1997:20). 
 
The evidence to date from the Republic of Ireland on functional 
flexibility suggests that this form of flexibility is relatively rare and is 
largely confined to the manufacturing industry.  Some larger 
organisations have taken a number of initiatives in the area of multi-
skilling.  The evidence of total functional flexibility appears limited to 
unskilled assembly type work where there is a minimal training 
requirement, and is thus relatively easy to deploy workers across a 
large range of tasks as required (Morley, Gunnigle & Haraty, 1995:38).  
The extent to which functional flexibility has been developed in the Irish 
context is also subject to some doubt.   
 
There is some evidence that organisations have sought changes in 
working practices to reduce demarcation levels between jobs, and 
United States-owned organisations in particular have made jobs 
particularly flexible across all employee grades.  Some increases in 
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flexibility are evident across sectors, and in both unionised and non-
unionised environments.  Functional flexibility is all too often limited to 
carrying out additional tasks that are secondary to an individual’s 
specialist skill and thus is more closely aligned to “add-skilling” than 
multi-skilling (Morley, Gunnigle & Haraty, 1995:38). 
 
Most companies in The Netherlands also use functional flexibility, but 
usually only in a very moderate way.  According to a recent survey 
(Looise, van Riemsdijk & de Lange, 1998:465) of the Dutch 
Organisation for Strategic Labour Market Research, over 70 percent of 
the workers are functionally flexible, about the same level as ten years 
ago.  About 85 per cent of the companies state that they use functional 
flexibility, but about only 20 per cent of them use this form of flexibility 
often, 25 per cent sometimes and over 40 per cent in one single case 
only.  The functional flexibility of workers within the Dutch companies 
may be high, but the actual use of this potential is comparatively low.      
 
Multi-skilling has many advantages (Ford, 1998: 3), but it can also 
become inefficient and costly when it is not done in moderation.  The 
ideal level with the greatest payout will vary from organisation to 
organisation. 
 
Within the organisation, employees should be able to shift roles 
depending on the demands in hand.  Multi-skilling, which has long 
been the norm in small businesses, is increasingly needed in larger 
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organisations in order to minimise empty time.  While the practice 
started on the production line, it is now well known among both blue-
and white-collar workers.   
 
It is widely confirmed that productivity and efficiency improve after the 
introduction of multi-skilling.  It has also been shown to improve 
motivation and job satisfaction. In addition, labour costs decline as the 
need for supervisors becomes obsolete.  Job rotation, in seasonally 
affected businesses, provides a comparable solution and ensures high 
employee productivity.  
 
In March 2000, the New Zealand labour government launched its 
“modern Apprenticeships” programme.  Following similar developments 
in the United Kingdom (UK) and Australia, the New Zealand initiative 
aims to provide “high quality, workplace learning” for young people 
across a broad range of industries (Jordan & Jackson, 2001: 14).  The 
government has announced the defining characteristics of modern 
apprenticeships: they will be aimed primarily at 16 – 21 year olds, 
although older people may apply; apprenticeships will have a duration 
of three years; they will develop “industry-specific and generic skills”; 
training will be recognised through national qualifications validated 
through the National Qualification Framework (NQF); a “training 
agreement and individualised training plan, signed off by both employer 
and apprentice”  will form the basis of the apprenticeship; and 
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subsidies are given to employers who take on apprentices (Jordan & 
Jackson, 2001:14). 
 
Jordan & Jackson (2001:15) state that the new or modern 
apprenticeship programs that the British, Australian and New Zealand 
governments have implemented reveal much about how skills training 
initiatives have been shaped by business interests over the last 20 
years.  Reflecting governments’ desire to address the “needs of 
industry”, the new breed of apprenticeships require much shorter 
periods of training, sometimes without union involvement.  They also 
lead to certifications of more limited scope, and result in reduced 
wages and autonomy in the workplace.  Further, the kinds of 
knowledge, skill and competency that apprentices will learn are 
validated through national qualifications frameworks that are “employer 
led”.  The message to employers from government training 
organisations, therefore, is that the new brand of apprenticeships 
provides a “pathway for young people that give employers first choice 
of a new generation of workers” (Jordan & Jackson, 2001:16).   
 
Hyland, Sloan and Barnett (1998:349) state that over the last ten years 
Australian companies, particularly in the manufacturing sector, have 
undergone downsizing, restructuring and reorganisation.  Each firm 
needs to ensure that its workforce is multi-skilled and flexible to adapt 
and respond to the challenge of globalisation.  Firms need to transform 
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themselves into learning organisations that can operate in high 
performance work systems. 
 
According to Hyland et al (1998:349), organisations need to 
understand that their most important resource is people.  After 
restructuring and downsizing, firms have fewer people doing more work 
than before.  Organisations need to ensure that the employees receive 
training and acquire skills necessary to carry out all aspects of their 
jobs.   
 
The task of ensuring that all employees have access to training that 
suits their needs becomes difficult when an organisation has a majority 
of employees from a wide range of ethnic backgrounds (Cox & Blake, 
1991:450).  Management has to work towards creating a multicultural 
workplace.  To achieve this they must facilitate leadership, training, 
research, analysis of change culture and human resource issues, and 
follow up on actions. 
 
A company called MM Cables in Australia set out to change the culture 
of its organisation in 1995.  The human resource department (HRD) 
and consultants identified and evaluated the training needs of the 
organisation (Hyland et al, 1998:349).  In 1995 they identified a need 
for a language and literacy training programme for employees from 
non-English speaking backgrounds.  MM Cables also started an 
accredited in-house programme where training was delivered on the 
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job.  Towards the end of 1996 it began an in-house mentoring 
programme where maintenance staff would act as mentors and work 
with Technical and further Education College (TAFE) personnel to 
deliver and assess the programme in-house.  The mentoring 
programme was designed to improve the development of employees’ 
competencies.   
 
Hyland et al (1998:350) maintain that when training needs are 
evaluated, a number of factors such as current knowledge, skills and 
capabilities of employees, the requirements of employees and the 
business need to be considered.  The organisation must also consider 
the training environment and process, and where and how the workers 
will learn most effectively.  The training needs to be flexible, but it must 
target company-specific issues.  Anderson & Taylor, (1994:40) state 
that more effective training or learning takes place when employees 
play an active role in the learning process.   
 
The human resources department at MM Cables developed a revised 
career structure which comprised of six career levels beginning with 
three non-specialist levels: team assistant, operator, and multi-skilled 
operator.  After the first three levels workers can specialise in one of 
four career paths: leadership level four, five, and six, operator 
maintenance level four and five, process specialist level four and five, 
and training specialist level four and five.  This structure is different 
from the old structure where operators were promoted on the basis of 
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how many different machines they could operate, and training in 
leadership and maintenance was not available (Hyland et al, 
1998:351). 
 
Hyland et al (1998:353) maintain that if organisations do not train their 
employees, the employees will be dissatisfied and there will be a loss 
in productivity.  Organisations need to be aware that training must meet 
the requirements of the organisation and workers must be encouraged 
to use the acquired skills.  Organisations, which invest time and money 
in effectively training their employees, will benefit in the long term.  
 
3.4 THE OBJECTIVE OF MULTI-SKILLING TRAINING 
 
Technology is changing quickly and this necessitates the creation of 
employees who are able to adapt to the demands of new technologies 
as they emerge, enabling enterprises to achieve more from the new 
developments (Creagh & Brewster, 1998:490).  The general effect of 
new technology has been to increase the requirement for employees 
who can be redeployed to new and more complex jobs as necessary 
(Atkinson, 1984).  
 
Groot & van den Brink (2000:573) maintain that current socio-economic 
policy debates, are to a large extent dominated by the belief that the 
labour market should become more flexible.  Investments in human 
capital, such as education and on-the-job training are seen by many as 
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a tool to improve labour market flexibility.  Two types of labour market 
flexibility can be distinguished: internal flexibility and external flexibility.  
Internal flexibility refers to the employability of workers and to 
promotion from one job to another within the firm.  External mobility can 
be distinguished into job-to-job mobility and exit routes from the labour 
market. 
 
3.4.1 The advantages of multi-skilling training 
 
The human capital theory leads one to expect that investments in 
education and training increase internal mobility but reduce external 
mobility (Groot & van den Brink, 2000:573).  Education and training are 
expected to make workers more employable within the firm.  Greater 
employability increases internal flexibility.  In particular, if training takes 
the form of multi-skilling, skills enable employees to perform many 
tasks.    
 
In the United States (US) flexible labour practices have also had an 
impact on traditional employment norms.  There is a trend in the US to 
move towards functional flexibility and away from inflexible traditional 
employment systems.  This coincides with an increase in knowledge 
workers and reduction in skilled labour trained to carry out a limited 
number of specific tasks (Appiah-Mfodwa & Horwitz, 2000:95). 
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Trade union movements have viewed flexible labour practices with 
suspicion.  In the 1990’s however, trade unions have entered into 
discussion with the government to find ways to increase regulation in 
the labour market as opposed to further deregulation (Delsen, 
1995:33).  The Australian waterfront strike by dockworkers in 1998 
highlighted union opposition to flexible work practices such as 
outsourcing and non-union replacement labour.  This emphasises the 
requirement for dialogue between companies, government and trade 
union for the successful implementation of flexible labour practices.  In 
South Africa, unusual issues and uncommon employees do not seem 
to be very high on the list of items of tripartite structures (Olivier, 
1998:56).  
 
3.5 SUMMARY 
 
Olivier (1998:58) states that there is an ongoing debate on whether the 
new SA labour laws place too many restrictions on employers, 
including extending coverage to atypical workers.  Some claim that 
new labour laws, such as Basic Conditions of Employment Act (BCEA) 
have led to an over regulated labour market that limits ability to 
compete globally.  The BCEA seeks to create a basis for improved 
labour market standards.      
 
Trade unions tend to view flexible labour contracts as a threat to jobs, 
and as an instrument to weaken their constituents’ position, and hence 
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their power base (Delsen, 1995:2).  Employers tend to associate 
flexibility with increased responsiveness and lower labour costs 
(Blyton, 1991:2).   
   
Appiah-Mfodwa and Horwitz (2000:101) found that multi-skilling was 
present in 26 per cent of organisations in three SA provinces: Western 
Cape, Gauteng and KwaZulu-Natal.   
 
Parastatals in the transport industry (Metrorail and Portnet) have 
adopted flexibility as a means of benchmarking against practices of 
private companies, as well as achieving greater financial efficiency 
(Appiah-Mfodwa & Horwitz, 2000:101).  The adoption of flexible 
practices in some organisations were driven by external factors, for 
example, the demand for greater service efficiency.  Some 
organisations adopted flexible practices to help them meet their 
customer’s needs more efficiently (e. g. Pick ‘n Pay and Bankmed).  
Adoption of flexible work practices was also driven by internal factors in 
some organisations.  At Shell, flexible practices were adopted as a way 
of changing organisational behaviour.   
 
Flexible work practices are “perceived” to have improved the 
productivity of most organisations interviewed (Appiah-Mfodwa & 
Horwitz, 2000:101).  Poor internal measurement systems, suggest a 
more normative than empirical finding.  Multi-skilling was identified by 
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eight per cent of organisations and temporal flexibility by thirteen per 
cent of organisations as reasons for improved productivity. 
 
This chapter has highlighted some of the available research evidence 
on multi-skilling training and has identified some of the specific 
requirements, which need to be addressed when implementing multi-
skilling training in order for it to be effective. 
 
Chapter four describes the research methodology used to analyse the 
impact of multi-skilling training on the production and the employees in 
the paintshop at Volkswagen South Africa. 
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CHAPTER 4 
RESEARCH METHODOLOGY FOR THE EMPIRICAL 
STUDY 
 
4.1 INTRODUCTION 
 
The purpose of this chapter is to discuss the research methodology 
used in solving the first two sub-problems, namely: 
 
• What does the research literature reveal about the 
impact of multi-skilling on the production environment 
and employees? 
 
• What is the opinion of the employees and the 
management about multi-skilling at Volkswagen South 
Africa?   
 
Once the above sub-problems had been solved, the third sub-problem 
could be addressed: 
 
• What are the limitations of the multi-skilling training at 
Volkswagen South Africa?  
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4.2 RESEARCH METHODOLOGY 
 
According to Leedy (1997:3) the definition of research is “The 
systematic process of collecting and analysing information (data) in 
order to increase our understanding of the phenomenon with which we 
are concerned or interested.” 
 
Leedy (1997:4) also notes that there is a difference between formal 
research and informal research, which refer to the process of solving 
smaller, every day problems.  Managers in an organisation, on the 
other hand, use business research, since they are constantly involved 
in decision-making processes.  The difference between making good 
decisions and making mistakes lies in how managers go about these 
decision-making processes.  Sekaran (2000:2) differentiates between 
business research and general research.  Business research is defined 
as a systematic and organised effort to investigate a specific problem 
encountered in the work setting, which needs a solution.  General 
research is defined as the process of finding solutions to a problem 
after a thorough study and analysis of the situational factors.  
According to Emory and Cooper (1991:5), for managers to perform well 
in an ever-changing environment, they will need to be equipped with an 
understanding of scientific findings and a means of incorporating them 
into decision-making. 
 
 56    
 
 
 
A researcher cannot merely follow the research procedures without 
understanding that research methodology directs the whole project-
methodology, controls the study, dictates the acquisition of data and 
arranges it in logical relationships (Leedy, 1997:9).  It also sets up a 
means of refining the raw data, contrives an approach so that the 
meanings that lie below the surface of the data become apparent and 
finally issues a conclusion or series of conclusions that lead to an 
expansion of knowledge. 
 
According to Leedy (1993:121), methodology is merely an operational 
framework within which the facts are placed so that their meaning may 
be seen more clearly.  As such methodology has two primary functions: 
 
  To control and dictate the acquisition of data. 
 
  To organise, collate and enumerate data after acquisition and to 
extract meaning from it. 
 
According to Leedy (1993:122,123), there are essentially four principal 
research approaches (methodologies), each with its own discrete 
characteristics and specific demands on data.  The four research 
methodologies are: 
 
• The descriptive survey method also referred to as the 
normative survey method, is employed to process data 
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obtained through observation.  It thus attempts to account for 
influences that control a specific situation and is qualitative in 
nature; 
 
• The historical method is appropriate for data that are 
primarily documentary in nature or literary in form and is 
qualitative in nature; 
 
• The analytical survey method analyses quantitative 
statistical data that need statistical assistance to extract their 
meaning;
 
 
• The experimental method is appropriate for data derived 
from an experimental control situation and as such deals with 
the phenomenon of cause and effect.  
 
4.3 SURVEY METHOD  
 
The descriptive survey method was used for the purpose of collecting 
the required data to resolve the sub-problems discussed in 4.1.  The 
aim of the evaluation is to address the following critical issues: 
 
• Assessing the Multi-Skilling training  (MST) system’s impact on 
the production and the employees. 
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• Comparing the MST system’s impact in the paintshop at 
Volkswagen South Africa with the literature study. 
 
According to Leedy (1993:186) the descriptive method assumes that 
what is observed at any one time is normal, and should the same 
conditions prevail in the future, it could be observed again.  The 
following characteristics for the basic structure of the descriptive 
method is outlined by Leedy (1993:187): 
 
• To draw valid and accurate conclusions, the data gathered 
through observation must be organised and presented 
systematically; 
 
• Observation is a principal means of collecting data; 
 
• The population of the study must be carefully chosen, defined 
and delimited to ensure discreteness; 
 
• The data must be safeguarded from the influence of bias.  
 
4.4 DEVELOPMENT OF THE QUESTIONNAIRE 
 
Leedy (1993:187) states that the questionnaire is a commonplace 
instrument, which can be effectively used to observe data beyond the 
physical reach of the observer.  A questionnaire can be used to help 
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pose questions and record data and answers to questions during a 
structured interview.  A questionnaire can be abused, therefore it is 
important to plan a questionnaire to ensure that the data can be 
objectively analysed afterwards. 
 
4.4.1 Language 
 
Language is a form of communication that is essential for human 
interaction.  It enables the researcher to communicate thoughts, facts 
and findings.  For research to be generally useful it must be recorded 
as a written document, which must be communicated with a degree of 
skill and accurate reflection of the research process.  According to 
Leedy (1997:47) good writing is merely precise, sensitive thinking 
mirrored in carefully chosen, logically presented words. 
 
It is important to avoid meaningless jargon when constructing the 
questionnaire. Sekaran (2000:235) states that the language of the 
questionnaire should approximate the level of understanding of the 
respondents.  The choice of words would depend on their educational 
level, and the frames of reference of the respondents. The 
assumptions underlying the question should be clearly identified.  
Leedy (1993:188) states that the purpose of each item in the 
questionnaire must be clearly defined and precisely phrased to avoid 
vague, uninterpretable answers. 
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4.4.2 Questionnaire objectives 
 
The questionnaire should be designed to fulfil specific research 
objectives, which will ensure that the constructed questionnaire does 
not have a lack of design and precision of expression, which is often 
the reason for a poor return of questionnaire (Leedy, 1993:188-190).  
When constructing questionnaire: 
 
• Do not construct questions that have commanding imperative 
attitude.  The questions must be constructed in a courteous 
manner. 
 
• The questions must be simple to read and understand so that it 
requires very little time and effort from the respondents. 
 
• The questionnaire must be cautious in tone and contain 
reasonable demands. 
 
• The questionnaire must avoid specifics; address general 
problems rather than personal matters. 
 
• The questionnaire should be brief. 
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4.4.3 Questionnaire construction 
 
According to Sekaran (2000:235) the construction of the questionnaire 
should focus on areas such as wording of the question, content, and 
format. 
 
• Wording of the question: the wording used in questions must 
approximate the level of understanding of the respondents.  
 
• Question format: questions can be either open-ended or closed 
(Sekaran, 2000:236).  Open-ended questions allow respondents 
to answer in any way they choose.  A closed question would ask 
the respondents to make choices among a set of alternatives 
given by the researcher.  
 
For the purpose of this survey the researcher has used closed 
questions to simplify the communication of the information 
obtained during the literature search with regards to the impact 
of multi-skilling training in the paintshop at Volkswagen South 
Africa. 
 
A dichotomous question allows for only one of two response 
options while in the case of multiple-choice questions provision 
is made for three or more response categories (Schnetler 
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1989:51).  Scaled type structured questions were used in 
compiling the questionnaire. 
   
• Question content: there are four types of questions (Schnetler, 
1989:47): 
 
- Factual questions are used to identify and collect 
personal and socio-demographic information from 
respondents. 
 
- Questions on opinions and attitudes are used to 
investigate feelings, ideas and values linked to the 
subject being researched. 
 
- Information questions are used to measure the 
information level to which the respondents have been 
exposed. 
 
- Questions on behaviour are questions based on a 
number of dimensions specific to the subject being 
researched. 
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4.4.4 Pilot study 
 
All questionnaires should be pre-tested on a small population to ensure 
the questionnaire fulfils the requirement for the data to be colleted 
(Leedy, 1993:188).  This provides the researcher with an opportunity to 
clarify the questionnaire. 
 
The questionnaire constructed for this research dissertation was tested 
with the selected employees in the paintshop at VWSA.  These 
employees understood the questions and no adjustments were 
required.  (For the questionnaire used in pilot study see Appendix B.) 
 
4.5 THE INFLUENCE OF BIAS IN RESEARCH DESIGN 
 
Bias is described as any influence that may have disturbed the 
randomness by which a sample population has been selected (Leedy, 
1993:213).  The use of a simple, random sampling can eliminate a 
great deal of bias.  By avoiding the use of double-barrelled, ambiguous, 
leading and lengthy questions bias can be minimised (Sekaran, 
2000:238). 
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4.6 SELECTION OF RESEARCH SAMPLE 
 
As per section 1.9.2 the research was limited to managers, 
supervisors, and operators.  There are seven managers, thirty-two 
supervisors and 600 operators in the paintshop at VWSA. 
 
4.7 LETTER OF INTRODUCTION  
 
According to Sekaran (2000:244) a proper introduction that clearly 
discloses the identity of the researcher and conveys the purpose of the 
survey is very important.  It is also important to establish a good 
relationship with the respondents and motivate them to respond to the 
questionnaire enthusiastically.  To minimise biased answers it is 
essential to assure confidentiality of the information provided.  The 
letter (see Appendix A) was sent to the unit head of paintshop at 
VWSA, and was signed by the unit head and by the research 
supervisor, Mr. D. M. Berry. 
 
4.8 RESPONSE RATE 
 
The 259 questionnaires that were fully completed represented a final 
response rate of 78,8%, which was used for evaluation purposes (see 
Table 4.1). 
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Total Questionnaires Total Responses Response Rate 
259 204 78,8% 
 
Table 4.1 
Response Rate 
 
4.9 STATISTICAL TREATMENT OF DATA 
 
The questionnaire was divided into three parts: 
 
• Section A contained biographical questions designed to collect 
background information on the respondents and to ensure a fair 
representation of respondents within the paintshop at VWSA. 
 
• Section B contained questions aimed at determining the 
respondents’ views and opinions on the multi-skilling training 
(MST) in the paintshop at VWSA.  This section was sub-divided 
into two parts.  Part B1 related to the respondents’ exposure to 
MST, while part B2 dealt with each respondent’s opinion of MST 
in the paintshop at VWSA.  
 
• Section C dealt with each respondent’s opinion of the function of 
MST at VWSA.  
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Data obtained from the questionnaire were tabulated in the same 
sequence as the survey questionnaire.  The tabulation of the data 
facilitated the interpretation and analysis (described in chapter five). 
 
4.10 SUMMARY 
 
The purpose of this chapter was to present the theoretical basis for 
designing the survey questionnaire.  The results of the descriptive 
survey that was used to evaluate MST in the paintshop at VWSA and 
to solve the main problem and related sub-problems are set out in 
chapter five.  
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CHAPTER 5 
 CRITICAL ANALYSIS AND INTERPRETATION OF THE 
EMPIRICAL STUDY 
 
5.1 INTRODUCTION 
 
This chapter presents the results of the empirical study described in 
chapter four.  The researcher will use these results to do a critical 
analysis of the impact of multi-skilling training (MST) on the paintshop 
production environment and its employees at Volkswagen South Africa 
(VWSA). 
  
The data was analysed and interpreted following the questionnaire 
structure, namely: 
 
• Section A – Biographical information 
 
• Section B1 – Respondents’ exposure to MST 
 
• Section B2 – Respondents’ opinion of the Efficacy of MST 
 
• Section C – Respondents’ opinion of the current form of MST 
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For a summary of the study’s research findings, organised and 
presented in tabular form in the same order as the questionnaire, see 
Appendix C.  These tables have been duplicated throughout this 
chapter. 
 
5.2 INTERPRETATION AND ANALYSIS OF THE 
BIOGRAPHICAL INFORMATION 
 
Table 5.1 indicates the position occupied by the respondents in the 
Paintshop Department. 
 
 Number % 
Operator 150 74 
Group leader 33 16 
Supervisor 16 8 
Manager 5 2 
TOTAL 204 100 
 
Table 5.1 
Positions 
Source: Survey Questionnaire, Section A.1 
 
Table 5.2 indicates the period the respondents have been employed by 
the Paintshop Department.  
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Number % 
0 – 5 years 155 76 
6 – 10 years 28 15 
More than 10 years 19 9 
TOTAL 202 100 
 
Table 5.2 
Number of Years Employed 
Source: Survey Questionnaire, Section A.2 
 
Table 5.3 indicates the age of the respondents in the Paintshop 
Department.  
 
 
Number % 
21 - 30 123 60 
31 - 40 47 24 
41 – 50 22 11 
51 - 60 9 5 
Over 60   
TOTAL 201 100 
 
Table 5.3 
Age 
Source: Survey Questionnaire, Section A.3 
 
Table 5.4 below indicates the gender of the respondents employed in 
the paintshop Department. 
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Number % 
Male 159 79 
Female 43 21 
TOTAL 202 100 
 
Table 5.4 
Gender 
Source: Survey Questionnaire, Section A.4 
 
Table 5.5 indicates the highest academic qualification of the 
respondents employed in the paintshop Department. 
 
 
Number % 
Less than Std. 10 40 20 
Std. 10 83 42 
More than Std. 10 77 38 
TOTAL 200 100 
 
Table 5.5 
Academic Qualification 
Source: Survey Questionnaire, Section A.5 
 
Table 5.6 below indicates the home language of the respondents 
employed in the paintshop Department. 
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Number % 
English 35 17 
Afrikaans 72 36 
Xhosa 94 47 
Other   
TOTAL 201 100 
 
Table 5.6 
Language 
Source: Survey Questionnaire, Section A.6 
 
 
 
• It is significant to note that 76% of the respondents have been in the 
Paintshop Department’s service for less than 6 years; 
 
• The majority of the respondents are in the 21 – 30 age group and 
are male; 
 
• Only 20% of the respondents have less than matric as their 
academic qualification. 
 
 
5.3  ANALYSES AND INTERPRETATION OF THE 
EVALUATION OF THE MULTI-SKILLING TRAINING (MST) 
IN THE PAINTSHOP 
  
The analysis and interpretation of Section B1 and B2 relates directly to 
the second and third sub-problems, namely,  “What is the opinion of 
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the employees and the management about multi-skilling at Volkswagen 
South Africa?” and “What are the limitations of the multi-skilling training 
at Volkswagen South Africa?”  Sections B1 and B2 in the questionnaire 
specifically dealt with the respondents’ exposure to, and opinions of the 
MST in the paintshop. 
 
5.3.1 Section B1 – Respondents’ exposure to the MST 
 
Table 5.7 indicates whether the respondents had been exposed to 
MST in the paintshop. 
 
 Number % 
No MST yet 10 5 
Busy at Level 1 18 10 
Busy at Level 2 19 10 
Busy at Level 3 24 13 
Busy at Level 4 36 20 
Completed Level 4 
(Awarded AMIC certificate) 78 42 
TOTAL 184 100 
  
Table 5.7 
Level of MST 
Source: Survey Questionnaire, Section B1 
 
• It is significant to note that only 5% of the respondents have no 
multi-skilling training yet, and the majority of the respondents 
have completed level 4. 
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5.3.2 Section B2 – Respondents’ opinion of the efficacy of 
MST 
 
This section of the questionnaire aimed to establish the opinions of 
respondents about MST in the paintshop and to identify possible 
strengths and weaknesses of that system. 
   
Table 5.8 below indicates the respondents’ opinions of the MST in the 
paintshop and general perceptions regarding its efficacy.  The first 
component (questions B.2.1 to B.2.9) assessed the respondent’s 
opinion of the efficacy of the MST, and the second component 
(questions B.2.10 to B.2.17) assessed the respondent’s opinions of the 
operational aspects of the MST in the paintshop. 
 
An analysis of Table 5.8 indicates the following: 
 
• It was generally accepted that MST had the support of the 
senior management; 
 
• MST assisted in identifying the training and development needs 
(81 %) required to improve performance; 
 
• The majority of the respondents (79%) agreed that MST 
provided incentives for an employee to improve performance; 
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In your opinion, to what degree do you 
agree/disagree with the following: 
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B.2.1 MST has the support of senior management No. 
% 
31  
19             
72 
44
32 
20 
16 
10 
12 
7 
163 
100 
B.2.2 MST effectively highlights the employee’s strengths and 
weaknesses 
No. 
% 
26 
17 
62 
41 
22 
15 
36 
24 
5 
3 
151 
100 
B.2.3 MST facilitates the identification of training and 
development needs required by the employee to improve 
performance 
No. 
% 
55 
33 
79 
48 
20 
12 
4 
2 
8 
5 
166 
100 
B.2.4 MST provides incentives for an employee to improve 
performance 
No. 
% 
41 
25 
87 
54 
6 
4 
5 
3 
23 
14 
162 
100 
B.2.5 MST highlights quality related goals No. 
% 
54 
34 
93 
58 
4 
3 
6 
4 
2 
1 
159 
100 
B.2.6 MST improves organisational efficiency and productivity No. 
% 
33 
21 
86 
54 
27 
17 
7 
4 
6 
4 
159 
100 
B.2.7 MST fosters greater security of employment No. 
% 
26 
16 
81 
51 
42 
26 
7 
4 
5 
3 
161 
100 
B.2.8 MST has enhanced motivation  No. 
% 
26 
16 
91 
57 
36 
23 
2 
1 
5 
3 
160 
100 
B.2.9 MST has enhanced job satisfaction No. 
% 
20 
13 
81 
51 
36 
24 
13 
8 
8 
4 
156 
100 
B.2.10 MST enables VWSA to respond more flexibly to future 
changes 
No. 
% 
43 
26 
64 
38 
42 
25 
6 
3 
13 
8 
168 
100 
B.2.11 MST has led to reduction in indirect labour costs No. 
% 
17 
10 
47 
27 
61 
35 
36 
21 
12 
7 
173 
100 
B.2.12 MST has assisted in reducing Supervisory personnel No. 
% 
8 
5 
42 
27 
54 
34 
38 
24 
16 
10 
158 
100 
B.2.13 MST has assisted in implementing job rotation No. 
% 
34 
21 
55 
35 
24 
15 
44 
28 
2 
1 
159 
100 
B.2.14 Superiors are resistant to implementation of job rotation No. 
% 
16 
10 
60 
36 
20 
12 
64 
39 
6 
3 
166 
100 
B.2.15 Employees are resistant to job rotation No. 
% 
17 
10 
54 
34 
28 
17 
34 
21 
29 
18 
162 
100 
B.2.16 MST has made workers more employable within the firm No. 
% 
33 
19 
86 
51 
35 
21 
11 
6 
5 
3 
170 
100 
B.2.17 Employees are leaving the company (finding other jobs) 
with greater ease due to MST 
No. 
% 
28 
18 
27 
17 
52 
34 
31 
20 
17 
11 
155 
100 
  Ave 
% 
18 43 20 13 6  
 
 
Table 5.8 
Evaluation of MST 
Source: Survey Questionnaire, Section B2 
 
• It was generally accepted that MST highlights quality related 
goals, improves organizational efficiency and productivity, 
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fosters greater security of employment, and enhances 
motivation and job satisfaction; 
 
• The respondents were divided in their opinion regarding the 
reduction of indirect labour costs and reduction of supervisory 
personnel due to MST; 
 
• Generally the respondents agreed that MST has assisted in 
implementing job rotation, but they felt that the superiors were 
resistant to job rotation; 
 
• The respondents (54%) disagreed with the statement that the 
employees were resistant to job rotation; 
 
• The respondents were equally divided in their opinion that the 
employees were leaving the company (finding other jobs) with 
greater ease due to MST. 
 
A visual summation of Table 5.8 is provided in Graph 5.1, relating the 
percentage of respondents to the five options chosen from. 
 
From the graph below it can be seen that on average, the majority of 
respondents (43%) agreed or (18%) strongly agreed that MST has a positive 
impact on production and the employees themselves.  Altogether this 
 76    
 
 
 
represented a significant 61% agreement about the efficacy and operational 
success of MST. 
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Graph 5.1 
Evaluation of MST 
Source: Survey Questionnaire, Section B2 
 
5.3.3 Section C1 – Respondents’ opinions of the current form 
of MST 
 
Table 5.9 indicates the opinions of the respondents’ whether MST 
should be continued in its present form. 
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Number % 
Yes 78 67 
No 39 33 
TOTAL 117 100 
 
Table 5.9 
Modification of MST 
Source: Survey Questionnaire, Section C 
 
From the table above it is clear that that the majority of the respondents 
(67%) were of the opinion that MST should be continued in its present 
form with no modification.  Altogether this represented a significant 
67% approval of the current form of MST. 
 
5.4 SUMMARY 
 
The aim of this chapter was to analyse and interpret the data obtained 
through the survey questionnaire.  The analysis and interpretation of the 
data were undertaken in terms of the objectives of the research stated in 
chapter one.  An evaluation of the results of the research questionnaire 
indicates that most of the principles discussed in chapter two and three 
were being adhered to.    
 
The conclusions and recommendations in chapter six are based on the 
above-mentioned findings.  Problems and limitations encountered during 
the research, and opportunities for further research will also be 
discussed in chapter six. 
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CHAPTER 6 
CONCLUSIONS AND RECOMMENDATIONS 
 
6.1 INTRODUCTION 
 
In this chapter the main and sub-problems of this research will be 
resolved through the recommendations made, which are based on the 
findings of the research disclosed in chapter five.  Problems and 
limitations encountered during the research will be described.  
Opportunities for further research and suggestions for the application of 
the findings will also be presented. 
 
6.2 RESOLUTION OF THE MAIN PROBLEM 
 
The main problem posed in this research was: 
 
What is the impact of multi-skilling training (MST) on the 
paintshop production environment and its employees at 
Volkswagen South Africa (VWSA)? 
 
In order to develop a strategy to conduct research in a systematic 
manner, the following sub-problems were identified to find an 
appropriate solution to the main problem: 
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• What does the research literature reveal about the impact of 
MST on the production environment and the employees? 
 
• What is the opinion of the employees and the management 
about MST at Volkswagen South Africa?   
 
• What are the limitations of the MST at Volkswagen South 
Africa?  
 
The main and sub-problems were identified in order to determine the 
impact of MST on the paintshop production and the employees.  The 
above-mentioned sub-problems were dealt with as follows in the 
preceding chapters: 
 
• The development and implementation of MST at Volkswagen 
South Africa were dealt with in detail in chapter two. Chapter 
three is the literature study, which deals with the elements and 
impact of MST. 
 
• The limitations of the MST currently in use in the paintshop, and 
the opinions of the employees and the management regarding 
MST were dealt with through the empirical study and 
subsequent analysis of the survey results.  In the empirical 
study it was proven that the impact of MST on the paintshop 
production and employees was similar to the effects described 
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in the literature study, but that certain recommendations needed 
to be made to facilitate the transformation towards a fully 
integrated MST system as described in chapter three. 
 
A comparison between the results of the empirical study and the 
impact of the integrated MST mentioned in chapter three revealed 
the following main conclusions:  
 
• The majority of respondents (63%) agreed that MST has the 
support of senior management; 
 
• The majority of respondents (58%) agreed that MST effectively 
highlights the employee’s strengths and weaknesses; 
 
• Overall there was a consensus that MST facilitates the 
identification of training and development needs of employees 
(81%); 
 
• The majority of the respondents (79%) agreed that MST 
provides incentives for an employee to improve performance; 
 
• There was an overwhelming agreement (92%) that MST 
highlights quality related goals, improves organisational 
efficiency and productivity; 
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• The majority of respondents (67%) agreed that MST fosters 
greater security of employment, enhances motivation (73%) and 
job satisfaction (64%); 
 
• The majority of respondents (64%) agreed that MST enables 
Volkswagen South Africa to respond more flexibly to future 
changes; 
 
• The respondents were equally divided in their opinion that MST 
has led to reduction in supervisory personnel, and indirect 
labour costs; 
 
• The majority of the respondents (56%) agreed that MST has 
assisted in implementing job rotation; 
 
• The majority of the respondents (46%) agreed that the 
superiors are resistant to job rotation; 
 
• The majority of the respondents (44%) disagreed that the 
employees are resistant to job rotation; 
 
• There was an overall (70%) agreement that MST has made 
workers more employable within the firm. 
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• The respondents were equally divided in their opinion that 
employees are leaving the company (finding other jobs) with 
greater ease due to MST. 
 
From the response of the survey conducted by the researcher it is 
evident that MST in the paintshop is achieving the broad objectives as 
per the literature study, but for the MST to achieve its full potential it 
must be modified as per the recommendations in 6.4. 
 
6.3 PROBLEMS AND LIMITATIONS 
 
No major problems were encountered in the research.  It must, 
however, be pointed out that the following factors may have influenced 
the outcome of the research.  These were: 
 
• The majority of the respondents (47%) were Xhosa speaking, 
and some of these respondents encountered difficulty in 
comprehending the questions. 
 
• Only 50% of the supervisors in the paintshop had returned the 
questionnaires. 
 
• Many of the respondents discussed the questionnaire with their 
colleagues and this could have influenced the respondents to 
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the extent that biased opinions would have resulted in the 
answering of the questions.   
  
6.4 RECOMMENDATIONS 
 
The overall objective of this study was to evaluate the impact of multi-
skilling training (MST) on the production and the employees in the 
paintshop at Volkswagen South Africa (VWSA).  To achieve this 
objective, the development and implementation of MST at VWSA was 
assessed.  Secondly, literature was consulted to identify globally the 
theoretical impact of MST.  Thirdly, the current practice was assessed 
in an empirical study and fourthly, recommendations were formulated 
to correct shortcomings in current MST practices.   
 
From the respondents’ opinions, it can be concluded that the majority 
of the respondents (67%) believe that MST should be continued in its 
present form with no modification, but it is important to note the 
suggestions made by the respondents to improve the current MST 
system.   
 
The respondents who have completed Level Four believe that MST 
should be continued after Level Four and further studies should be 
introduced to upgrade employees and to improve performance.  Those 
who have completed Level four should be rotated regularly in the 
paintshop so that they can use the skills they have learnt.  
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The respondents also suggested that the paintshop employ more 
trainers and increase the number of classrooms so that a greater 
number of employees can be accommodated. 
 
Some of the respondents suggested that after completing a course, the 
employees should be sent on practical training for one week so that 
they can gain confidence in the skills that they have obtained.  The 
current MST format does not allow the operator to be completely 
competent because “the courses are too short”.  More time should be 
allowed for practical training so that the trainee is able to grasp all the 
concepts regarding the specific function. 
 
Currently MST is presented in English only, many respondents are of 
the opinion that MST should also be presented in Xhosa and Afrikaans.  
  
6.5 OPPORTUNITIES FOR FURTHER RESEARCH 
 
It is anticipated that this study can provide a basis for further research.  
One of the problems with the current multi-skilling training (MST) 
identified by respondents in completing the questionnaire was that 
there is, at present no advanced MST after Level Four (AMIC 
certificate).  MST was implemented in 1996.  The empirical study 
shows that most of the respondents (61%) are in the age group 21 – 
30, have higher education (80%) and have been in their respective 
position for less than six years (76%).  These employees are eager to 
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learn and improve their skills.  The respondents who have completed 
Level Four believe that they have reached a ceiling and an advanced 
MST course would improve their skills. 
 
The elements of MST described in chapter three and the findings of the 
empirical study can be useful resources to those responsible for 
managing MST, as well as other organisations that wish to implement 
or modify their MST. 
 
In the context of paintshop at Volkswagen South Africa, this study in 
particular can be used to: 
 
• Provide input for modifying the MST to better cater for improving 
the skills of the individual and improving production; 
 
• Provide an incentive for implementation of an integrated MST to 
improve skills of the individual. 
 
6.6 CONCLUDING REMARKS 
 
The purpose of this research was to determine the impact of multi-
skilling training (MST) on the paintshop production environment and its 
employees at Volkswagen South Africa (VWSA).   
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Businesses are competing globally and due to changing technology 
this necessitates the creation of a workforce which is able to adapt to 
the demands of emerging technologies.  MST as an integrated system 
can effectively be used to improve performance, motivate staff, and 
identify training and development needs, as well as focus on skills 
development.  The employees are seen as human capital.   MST is an 
investment in human capital, which enables businesses to become 
more flexible and globally competitive. 
 
VWSA has been awarded a contract to export its products to Japan.  
The Japanese quality requirements are extremely stringent.  The need 
for an advanced MST system is now greater than ever before, in terms 
of above-mentioned quality requirements.  An advanced MST can 
provide a training system that meets the challenges of technologically 
advanced production methods, stringent quality and staff development, 
which will ultimately lead to increased productivity and efficiency. 
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B1 
APPENDIX B 
QUESTIONNAIRE 
 
SECTION A: BIOGRAPHICAL DATA 
 
 
Please supply the following information regarding your organization by 
indicating with an “X” in the appropriate box. 
 
A.1 What position do you currently hold? 
Operator  
Group leader  
Supervisor  
Manager  
 
A.2 For how many years have you held this position?  
0 – 5 years  
6 – 10 years  
More than 10 years  
 
A.3 What is your age group? 
21 – 30  
31 – 40  
41 – 50  
51 – 60  
Over 60  
 
A.4 State your gender. 
MALE  FEMALE  
 
A.5 What is your highest academic qualification? 
Less than Std. 10  
Std. 10  
More than Std. 10  
 
A.6 What is your home language? 
ENGLISH  
AFRIKAANS  
XHOSA  
OTHER  
 
 
 
 96    
 
 
 
 
B2 
 
 
SECTION B1:  MULTI-SKILLING TRAINING IN THE PAINTSHOP AT 
VWSA      
 
 
Please indicate your level of multi-skilling training (MST). 
 
 
1 No Multi-skilling training yet  
2 Busy at LEVEL 1  
3 Busy at LEVEL 2  
4 Busy at LEVEL 3  
5 Busy at LEVEL 4  
6 Completed LEVEL 4 
(Awarded AMIC certificate) 
 
 
 
NB. If you have put an “X” in block 1, do not complete Sections 
B.2 and C. 
If you have put an “X” in blocks 2 to 6, please complete Section 
B.2 and C. 
If you are a manager/supervisor please continue to complete 
Section B.2 and C. 
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B3 
 
SECTION: B2 EVALUATION OF THE IMPACT OF MULTI-SKILLING 
TRAINING (MST) IN THE PAINTSHOP AT VWSA 
 
Please indicate the degree to which you agree/ disagree on the following 
issues by placing an “X” in the appropriate box: 
 
 
 
In your opinion, to what degree do you 
agree/disagree with the following: 
ST
RO
NG
LY
 
AG
RE
E 
AG
RE
E 
UN
CE
RT
AI
N 
DI
SA
G
RE
E 
ST
RO
NG
LY
 
DI
SA
G
RE
E 
B.2.1 MST has the support of senior management      
B.2.2 MST effectively highlights the employee’s 
strengths and weaknesses 
     
B.2.3 MST facilitates the identification of training and 
development needs required by the employee 
to improve performance 
     
B.2.4 MST provides incentives for an employee to 
improve performance 
     
B.2.5 MST highlights quality related goals      
B.2.6 MST improves organisational efficiency and 
productivity 
     
B.2.7 MST fosters greater security of employment      
B.2.8 MST has enhanced motivation       
B.2.9 MST has enhanced job satisfaction      
B.2.10 MST enables VWSA to respond more flexibly to 
future changes 
     
B.2.11 MST has led to reduction in indirect labour 
costs 
     
B.2.12 MST has assisted in reducing Supervisory 
personnel 
     
B.2.13 MST has assisted in implementing job rotation      
B.2.14 Superiors are resistant to implementation of job 
rotation 
     
B.2.15 Employees are resistant to job rotation      
B.2.16 MST has made workers more employable 
within the firm 
     
B.2.17 Employees are leaving the company (finding 
other jobs) with greater ease due to MST 
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B4 
 
 
SECTION C:  FUTURE OF MULTI-SKILLING IN PAINTSHOP 
 
 
C.1 Do you believe that multi-skilling should be continued in its present 
form with no modification? 
  
YES 
 
NO 
 
 
C.2 If you answered “NO”, please give reasons for your answer. 
           
          
          
          
      
 
C.3 What modifications would you suggest for improving current multi-
skilling training? 
                                                                                                           
 
 
 
                                                                                                                 
 
 
 
 
 
 
 
Thank you for your kind co-operation.  Please return the completed 
questionnaire to Mrs. A. Salie or Tanya Bosch. 
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C1 
APPENDIX C  
THE RESULTS OF THE EMPIRICAL STUDY 
SECTION A 
BIOGRAPHICAL INFORMATION 
A.1 Respondent’s position in the paintshop. 
 
 
 
Number % 
Operator 150 74 
Group leader 33 16 
Supervisor 16 8 
Manager 5 2 
TOTAL 204 100 
 
 
 
 
A.2 Number of years respondents have been employed in their current 
positions.  
 
  
 
Number % 
0 – 5 years 155 76 
6 – 10 years 28 15 
More than 10 years 19 9 
TOTAL 202 100 
 
 
 
A.3 Respondent’s age group. 
 
 
 Number % 
21 - 30 123 60 
31 - 40 47 24 
41 – 50 22 11 
51 - 60 9 5 
Over 60 
  
TOTAL 201 100 
 
 
 100    
 
 
 
A.4 Respondent’s gender. 
 
 
 Number % 
Male 159 79 
Female 43 21 
TOTAL 202 100 
 
 
A.5 Respondent’s highest academic qualification. 
 
 
 
Number % 
Less than Std. 10 40 20 
Std. 10 83 42 
More than Std. 10 77 38 
TOTAL 200 100 
 
 
A.6 Respondent’s home language. 
 
 
Number % 
English 35 17 
Afrikaans 72 36 
Xhosa 94 47 
Other   
TOTAL 201 100 
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SECTION B1: MULTI-SKILLING TRAINING IN THE PAINTSHOP AT 
VWSA: RESPONDENT’S EXPOSURE TO MULTI-SKILLING TRAINING 
(MST) IN PAINTSHOP 
 
Respondent’s exposure to MST in paintshop. 
 
 
 
Number % 
No MST yet 10 5 
Busy at Level 1 18 10 
Busy at Level 2 19 10 
Busy at Level 3 24 13 
Busy at Level 4 36 20 
Completed Level 4 
(Awarded AMIC certificate) 78 42 
TOTAL 184 100 
 
 
 
 
 
 
 
           
          
          
     
 
 
 
 
C3 
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SECTION: B2 EVALUATION OF THE IMPACT OF MULTI-SKILLING 
TRAINING (MST) IN THE PAINTSHOP AT VWSA: RESPONDENT’S 
OPINION OF THE MULTI-SKILLING TRAINING (MST) 
 
 
 
 
In your opinion, to what degree do you 
agree/disagree with the following:
 
 ST
RO
NG
LY
 
AG
RE
E 
AG
RE
E 
UN
CE
RT
AI
N 
DI
SA
G
RE
E 
ST
RO
NG
LY
 
DI
SA
G
RE
E 
TO
TA
L 
B.2.1 MST has the support of senior management No. 
% 
31  
19             
72 
44
32 
20 
16 
10 
12 
7 
163 
100 
B.2.2 MST effectively highlights the employee’s strengths and 
weaknesses 
No. 
% 
26 
17 
62 
41 
22 
15 
36 
24 
5 
3 
151 
100 
B.2.3 MST facilitates the identification of training and 
development needs required by the employee to improve 
performance 
No. 
% 
55 
33 
79 
48 
20 
12 
4 
2 
8 
5 
166 
100 
B.2.4 MST provides incentives for an employee to improve 
performance 
No. 
% 
41 
25 
87 
54 
6 
4 
5 
3 
23 
14 
162 
100 
B.2.5 MST highlights quality related goals No. 
% 
54 
34 
93 
58 
4 
3 
6 
4 
2 
1 
159 
100 
B.2.6 MST improves organisational efficiency and productivity No. 
% 
33 
21 
86 
54 
27 
17 
7 
4 
6 
4 
159 
100 
B.2.7 MST fosters greater security of employment No. 
% 
26 
16 
81 
51 
42 
26 
7 
4 
5 
3 
161 
100 
B.2.8 MST has enhanced motivation  No. 
% 
26 
16 
91 
57 
36 
23 
2 
1 
5 
3 
160 
100 
B.2.9 MST has enhanced job satisfaction No. 
% 
20 
13 
81 
51 
36 
24 
13 
8 
8 
4 
156 
100 
B.2.10 MST enables VWSA to respond more flexibly to future 
changes 
No. 
% 
43 
26 
64 
38 
42 
25 
6 
3 
13 
8 
168 
100 
B.2.11 MST has led to reduction in indirect labour costs No. 
% 
17 
10 
47 
27 
61 
35 
36 
21 
12 
7 
173 
100 
B.2.12 MST has assisted in reducing Supervisory personnel No. 
% 
8 
5 
42 
27 
54 
34 
38 
24 
16 
10 
158 
100 
B.2.13 MST has assisted in implementing job rotation No. 
% 
34 
21 
55 
35 
24 
15 
44 
28 
2 
1 
159 
100 
B.2.14 Superiors are resistant to implementation of job rotation No. 
% 
16 
10 
60 
36 
20 
12 
64 
39 
6 
3 
166 
100 
B.2.15 Employees are resistant to job rotation No. 
% 
17 
10 
54 
34 
28 
17 
34 
21 
29 
18 
162 
100 
B.2.16 MST has made workers more employable within the firm No. 
% 
33 
19 
86 
51 
35 
21 
11 
6 
5 
3 
170 
100 
B.2.17 Employees are leaving the company (finding other jobs) 
with greater ease due to MST 
No. 
% 
28 
18 
27 
17 
52 
34 
31 
20 
17 
11 
155 
100 
  Ave 
% 
18 43 20 13 6  
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         APPENDIX E
  
     
NATIONAL INDUSTRY STANDARDS  
AUTOMOBILE MANUFACTURING INDUSTRY 
STREAM 5.    SPRAY PAINTING – UNITS OF COMPETENCE/ ELEMENTS 
OF COMPETENCE SUMMARY SHEET 
UNIT 7 
Oven Baking Cycle 
• Operate oven 
baking 
equipment 
• Monitor oven 
baking cycle 
• Inspect  for 
quality 
• Record work 
flow and 
production 
schedules 
UNIT 8 
Paint Reworking 
• Identify paint 
film faults 
• Select and use 
tools and 
equipment 
• Prepare faulty 
paint surfaces 
• Apply putties, 
primers and 
colour coatings 
• Finish repainted 
area 
• Complete 
rework job sheet 
• Housekeeping 
UNIT 9 
Quality Inspection 
• Visually inspect 
painted bodies 
for defects 
• Mark defect 
paint surfaces 
• Record and 
report defect 
paint surfaces  
UNIT 10 
Testing Paint Surfaces 
• Select and use 
test equipment 
• Test painted 
surfaces 
• Record and 
report 
breakdowns and 
failures 
• Housekeeping 
UNIT 4 
Prepare Bodies for Paint 
Application 
• Select   and use 
tools and 
equipment 
• Select and use 
materials 
• Scuff 
E.S.P/primed 
vehicle bodies 
• Clean scuffed 
panels  
• Inspect panel 
surfaces 
• Mask off 
designated 
areas 
• Housekeeping 
UNIT 5 
Body Sealant Application 
• Select and use 
tools and 
equipment 
• Select and apply 
sealants 
• Select and fit 
grommets and 
parts 
• Housekeeping 
UNIT 6 
Paint Application 
Processes 
• Select and 
operate spraying 
equipment 
• Apply primer 
surfacer, colour 
and clear coat 
• Record and 
report faulty 
paint film 
surfaces 
• Maintain and 
clean equipment 
• Record work 
flow and 
production 
schedules 
• Housekeeping 
 
UNIT 1 
Supply and Prepare 
Materials 
• Obtain supplies 
from store 
• Prepare and mix 
materials  
• Maintain 
materials supply 
• Operate 
transport 
equipment 
• Housekeeping 
UNIT 2 
Wash and clean Body 
shell 
• Operate wash 
and drying 
equipment 
• Apply solvents 
to the body 
• Dry body shell 
• Inspect body 
shell 
• Record work 
flow and 
production 
schedules 
UNIT 3 
Electro-coat Dipping 
Processes 
• Operate electro-
coat paint 
equipment 
• Monitor Electro-
coat paint cycle 
• Monitor baking 
cycle 
• Inspect for 
quality finish 
• Record work 
flow and 
production 
schedules 
• Housekeeping 
 
 
